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Abstract

The importance of SMEs development in the econa@tiivities in Zimbabwe cannot be overemphasizeda#t
been acknowledged that strategy formulation andémpntation are important to both the survival gnowth
of SMEs, and their continued contribution to ecoiogrowth. Despite this realisation, SMEs perforoceaihas
continued to be marginal, hence the need to rethewstrategy formulation and implementation linkagkeere
is evidence that SMEs undertake strategic planbirigvhat happens there after is not very clear. firftdings
indicate that there are neither forward nor backiwiatkages between strategy formulation and impietat&on,
nor that each activity is treated as an end iffitsgher than as part of a process. SMEs do noefitefrom
accumulated knowledge and experience.

Key words: Strategy, formulation, implementation, linkages rfpenance, SMEs, strategic management,
owner/manager, Zimbabwe

1. Background

There is a growing realisation in Zimbabwe thatr¢his need to redesign its economic model to fonase on
internally driven economic growth anchored in SM&Velopment. Adedeji, as quoted by Acquach (1997, p
356) states that if there are no major changegherethe domestic or external environments andgmetrends
continue, the outlook for Africa is horrendous. Toentinent has witnessed significant changes acttuss
spectrum from politics to economic activities. Véhihe majorities of African countries are now relog
economic growth, this growth has in the main beermed by exploitation of the continent's vast nafur
resources, with foreign direct investment (FDI)yintg a major role and China being the major playdrican
governments have started to question the sustéityadifi such a model; Zimbabwe, for example, ismating
indigenous entrepreneurship in the form of SME®rnder to attain more balanced economic activitiesthe
absence of such initiatives, Africa would becomeereconomically dependent than it is at presengdbnomy
would be more exposed to external competition, (faaip, 1997).

SMEs in all countries including Zimbabwe have eigered stunted growth for more than a decade. 12 2id
was estimated that, of the currently employed patpi over the age of 15 of 5.4 million, 84% waereriformal
employment, 11% were in formal employment and 5%ewa employment not classifiable (Zimstats survey
results, 2012).

Having realised the contribution of SMEs to economiowth, the Zimbabwe Government came up with a
cocktail of policy measures. Despite policy intertrens which reached their peak (Mufudza, JengetaHove,
2013) in the decade after the year 2000, Zimbabeedsiomic performance has continued to deterioBitelies
by Zimstats (2012) have revealed that only 28 peroéthe over 2 million informal businesses in twntry
offer employment to other people other the busimeaser. This means that the majority of informasibesses
are mere job substitutes.

Many policies were passed in a bid to solve thenentc woes, to the extent that businesses hadyhaadl time
to adjust to the policies when more were added (dz#é et al, 2013). This suggests that while palegimes
may be helpful, in the case of Zimbabwe, they aadevery little and in some cases had negativessifé case
in point was the shortage of basic commoditiesrduthe period 2007 to early 2009 following governtise
decision to slash prices or to print money (Mufudtral, 2013).
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The very survival of SMEs is thus under threat &nere is need for them to strategise to counteseh
environmental challenges and increased competitlonis acknowledged that strategy formulation and
implementation are important in achieving both SMEsvival and growth.

Most SMEs have adopted entitlement mentality whiakes the responsibility for the success of indigid
organisations out of the hands of the owners aadegl it with government and other institutions. SNbElieve

that someone, especially government, should supperh; thereby creates a dependence syndrome. SMEs
should take the initiative themselves. Urban (2084s that instead of hoping for massive capifakctions to
improve business performance, transitional econsmiguld be well advised to implement formal seffesfcy
programmes to foster individual initiatives for magreneurial empowerment. Such programmes wouldlena
entrepreneurs to fashion their own destiny, thrainghformulation of a strategic plan.

It is therefore frustrating to hear Zimbabwean emteneurs continuing to call for government intatien and
consequently SMEs tend to put in marginal effostattain self-set objectives in order to qualify &ssistance
programmes. This is reflected by businesses that vpeomised financial assistance through the Dimaf
programme launched by the Zimbabwean governmeB0i®. The businesses have done nothing to increase
their levels of production as they await governmassistance. Their business outlook has continoed t
deteriorate in the meantime.

The lack of clear strategic plans and their propeplementation could be the missing link in SMEs
development in Zimbabwe. This study seeks to examihether SMEs in Zimbabwe implement what they had
initially planned to undertake in the form of segic plans. The objectives of this study are:

e To establish the planning behaviour of SMEs in Zaimlve.

* To examine whether there are linkages betweeregydormulation and implementation.

e To analyse whether SMEs use existing organisatiokmbwledge in planning and
implementation activities.

2. Literature Review

The very survival of SMEs is thus under threat Hrey need to strategise to counter environmentalleriges

and increased competition. All companies, includBigEs, are exposed to a harsh business environiment
Zimbabwe. One might wonder how businesses can flatmand execute strategies in such a turbulemasoiz
environment (Mufudza et al, 2013). Some authorsehangued that most businesses fail due to managemen
deficiencies. de Waal (2007) argues that, in ikie fears prior to his study, more shareholder ezakas
destroyed as a result of mismanagement, wrong idasisand poor execution of strategy than through
compliance standards and scandals combined. HetbiéeBooz Allen Survey of 1 200 large corporatitest
found that of the 360 worst performers, 87% of ead@stroyed was caused by strategic missteps amdtmmal
ineffectiveness.

Smit and Cronje (1992) observed that the survigtd pf small businesses in South Africa tends tquie low
compared with similar organisations in Singapord e USA. They note that the survival rate in Asiatin
America and West Africa is on average 50%; whil€&ast and Southern Africa (inclusive of Zimbabwelsi
only about 10%. There seems to be a major discogparthe manner in which SMEs are spawned in Smrath
African and how they are managed, resulting in kbvg survival rate. Ekwulugo (2006) confirms ttsmall
businesses are struggling to survive at both naktiand international level, an indication thatrallght not be
well in terms of SMES’ management practices.

Kohtamaki et al (2012) argue that strategic plagriantributes to the success of SMEs; however, imdigate
that there have been contradictory findings witbard to the planning-performance relationship. Hawe
Dandira (2011) notes that although remarkable mssgghas been made in the field of strategic managietine
problem of strategy implementation failure persi$is avoid failure, SMEs in Zimbabwe have to paytipalar
attention to issues of strategic planning and immgletation.

Ekwulugo (2006) believes that strategy reflectsirer’é short and long term responses to challenges a
opportunities posed by the business environmenhallBone et al (2006) add that the management resctio
associated with these aspects are characterisedjastments” made by firms to changes in extecoalditions
and in the circumstances of the firm, since actiare closely related to implementation and ultinyatee
performance of organisations. It is clear that @rpor vague strategy can limit implementation dfor
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dramatically; hence the kind of strategy that igedeped will influence the effectiveness of implaragion (Li
et al, 2008). Increasingly intense competition maade continuous planning and quality improvements
prerequisites for the survival not only of largerfs, but SMEs (Temtime, 2003).

The benefits of strategic planning and implemeataitannot be overemphasized. Mugler (in Raymond and
Crouteau, 2006) advises that SMEs must developgblknes strategically in order to remain competjtiy@w

and prosper. However it has been acknowledged thpeilike Mboko and Smith-Hunter (2009) that SMiEs
reactive in their business approaches, which migddn that they do not have a clear, long term @éwhere
they want to take their businesses to. Being reaatiight affect SMESs’ ability to remain competitieg to
grow. They are forced to adapt to new circumstaacesas they play catch up, effective implementatioght

be compromised, to the detriment of their perforogan

Given that Mboko and Smith-Hunter (2009) obsentet Zimbabwean SMEs are in the early stages dkglya
formulation, it is unlikely that they are usingattrgic planning tools. Effective strategy formwatrequires the
effective setting of objectives, the identificatiand evaluation of alternative action and the imm@atation of
the selected choice (Tan & Platts, 2006). Mboko ldodter-Smith note that these SMEs’ planning istkoh to
visioning and objective setting. This could caudféeknces in the implementation approach dictaigdthe
economic environment in the country. Very littlekisown about how SMEs in Zimbabwe actually plan and
implement for survival and growth. Given that stt formulation is a critical step in strategy ieplentation,
Crittenden and Crittenden, as cited by Tapinosl €2@05) contend that strategic planning shoulémfit to
systematise the processes that enable the ordganisatachieve its goals and objectives. In SMBs,@mphasis
might lie elsewhere and the steps involved mightdeecumbersome. They add that there are five stefiwe
strategic planning process: goal/objective settsitpation analysis, alternative consideration, lamgentation
and evaluation.

Due to the processes involved in strategy formutatmost SMEs in Zimbabwe end up adopting straethat
have been used in other contexts. This impliesladd commitment to the borrowed objectives andtstyies by
both the employer and the employees, resultingg$s iigour in pursuit of the said objectives. Kaicand
Saungweme (2009) showed that SMEs adopted strai#igicces as a strategy but the failure rate wasigh as
75%. Strategy implementation has been the focusuaierous studies, particularly because the process
project formulation to project implementation ist reffective and therefore not adequate in todayisirtess
world (Sorooshian, Norzima, Yusof & Rosnah, 2010%sues such as the involvement of the implementers
(Dandira, 2011) could be the missing link in susfelty implementing the strategy.

Adopting strategies from other organisations intdisathat organisations are not considering theig leerm
success, but are focusing on issues that mightatdrthem from the immediate situation. The “bngnof cash”
as noted by Mufudza et al (2013) sought to addigeglity challenges in the Zimbabwean economy, tig
was short-lived and eventually decimated by thegpido of multiple currencies.

Suominen and Mantere (2010) argue that it is exmealt to come across an organisation that has aaspbr
objectives labelled ‘strategic’, whether it is ogi@mg in the private, public or third sector. THeyther contend
that strategy appears to have penetrated almosf evganisation, obliging managers to follow suidasubmit
themselves to the principles of strategic managémethe plans are not of the required qualitygyttmight
produce substandard performance or a lack of eiadmgto implement them.

Dobbs and Hamilton (2007) argue that once suchah lggs been established, the specifics allowingrprises

to achieve their growth strategy become less cl&ach specifics would include the manner in which
organisations go about implementing strategy. Enédeof strategic planning does not in itself deteenthe
performance of SMEs. SMEs have failed to delivethmir plans due to several handicaps. Bouzdiney@eaa
(2006) argues that formulating a credible stratisggxplicitly based on analysing distinctive congreties that
are unique to a company, difficult to copy and dobé used to exploit opportunities and create gjesrin
order to provide distinct strengths, thus helpmgéenerate significant profits as well as redusksri

Like elsewhere, SMEs in Zimbabwe tend to focusheniimmediate, where implementation (Temtime & Pansi
2006) is driven by short term objectives, espegiptbfits. The profit motive seems to drive strategianning
and implementation in Zimbabwe at the expense lefroaspects of strategic management. SMEs therefode
to take shortcuts to strategy implementation.
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Ashill, Frederikson and Davies (2003) contend thatporate strategy should focus on internal resourc
allocation, which influences the short term perfante demanded by controlling shareholders. Most SKME
concerned with short term performance goals ratiem what Ashill et al (2003) term “robust strag=sjiwhich
concern long term survival by ensuring that stapstaken to counter potential threats.

Mufudza et al (2013) observe that organisationgimbabwe tend to adjust strategies at least fonesi a week

in the hyperinflationary environment. This approgmtesents a uniquely Zimbabwean approach to syrateg
implementation which does not allow for strategiede wedded to the psyche of the organisation exoied.
There is pressure to react (Mboko & Smith-Hunte®02) and this might generally affect how SMEs in
Zimbabwe implement strategies in the long term githee short term orientation of some businessasetiisix
percent of the respondents in Temtime’'s (2003) yststdted that it was not possible to effectivelyerge
without business plans. Bonn (2002:36) and Kraual §2006) found that there was a positive relaiop
between strategic planning and performance. Seymgargent of the studies in their analysis iderdifeepositive
relationship, which suggests broad support forpteiéormance impact of strategic planning. The labdity of

a plan does not in itself translate to effectivplementation because, as Chen et al (2008) arggenisational
implementation determines the implementation anceratpnal results of an organisation’s strategy.
Implementation, according to Chen et al, is coreh® competiveness of an organisation and deteariise
development.

SMEs are said to have formal or informal visiond amissions (Mboko & Hunter-Smith, 2009; and Naicker
Saungweme, 2006). The quality of planning among SM&uld also impact on strategy implementation.rieve
year, top management put great effort into develpgtrategic plans, but by the end of the yearettave been
shelved; often, middle and grassroots managersotonderstand the strategy and are not provided eléar
direction on the work they are expected to do (Dapnd2011 and Chen et al, 2008). Therefore pre-
implementation protocols might be totally overlodkeven though they are critical to strategy impletaton
and include variables of strategy and structurédg@nda Silveira & Balakrishnan, 2009).

Dobni et al (2001) show that there is clear evidetihat executives have been unable to move syratggpf the
boardroom onto the playing field. Failure to mokanfi planning to action is a serious handicap tbadinesses,
particularly SMEs in Zimbabwe which have a key rtdeplay in improving living conditions in the coum.
Brilliant strategies do not always succeed, ofteacembing to not so brilliant implementation preeeghat
reinforce traditional organisational boundaries tfBio Dobni & Luffman, 2001).

According to Jooste and Fourie (2009), for the pastdecades, strategy formulation has been widsgarded

as the most important component of the strategimagement process - more important than strategy
implementation or strategic control. They furthegwe that the high failure rate of organisatiom#iatives in a
dynamic business environment is primarily due torgmplementation of new strategies. Kumar, Markesel
Kumar (2006) are of the view that strategic manag@nis gradually shifting from paying 90% attentitm
formulation and 10% to strategy implementationpaying equal attention to both. Strategy formulaima key
step in successful implementation but strategy €dation does not necessarily lead to robust perémca. The
missing piece in the whole strategic planning pssamuld be strategy implementation.

Although remarkable progress has been made in itle Df strategic management, the problem of
implementation persists (Dandira, 2011). This stedgks to confirm the use of strategic planningSMESs in
Zimbabwe but, more importantly, establish the apphes that SMEs adopt to formulate strategies,ngikie
country’s continued economic challenges. Do thdlpWpoa business driven approach in formulating tegaes
and how does the approach they adopt influencenéssistrategy? The literature review did not yimfy
studies that link strategy formulation approacheseventual implementation. This would provide a new
dimension to strategy implementation. Mufudzal §2613) observe that if SMEs want to win, wheodtnes to
strategy, they should ponder less and do more. Hmephasized that businesses need to match stregegy
implementation, pointing out that during the hyp#ationary era in Zimbabwe, most companies wemnging
strategies an average of four times a week, deatgrnal forces, which were changing on a dailysas

Dandira (2011) observed that there is a missirighetween the formulation stage and the implemiamtatage.
Dandira is looking at the strategy formulation prss, but what happens when the plan is in placenhes very
important. Apart from wasting considerable amowitime and money, the failure of strategy implema¢ion
efforts causes lower employee morale and diminighest and faith in senior management (Sorooshiaal, e
2010). The main issue is therefore for SMEs toycaut strategy implementation in an effective manme
summary, the following conceptual framework develbjpy Sorooshian et al epitomises the focus ofstinidy.
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Figure 1 Strategy implementation framework: Sou8mrooshian et al (2010)

This study will examine the strategy formulationpegaches used by SMEs in Zimbabwe and investigate
whether the approach has any influence on how tilategies are implemented. Strategy implementatitin
eventually lead to strong organisational perforneafite link between strategy formulation and impatation

of strategy among SMEs in Zimbabwe needs to bestigated in order to enhance overall implementatind
eventually overall performance. Do SMEs in Zimbabiekow a structured format in moving from strategy
formulation to implementation? What links existweén strategy formulation and implementation orthese
activities completely divorced and not influenciegch other? There is very little literature on hSMEs in
Zimbabwe implement strategies; thus calls for epgitry studies on this issue.

3. Research Methodology

This was a qualitative study involving the use olltiple case study approach. Eight SMEs
organisations in four Zimbabwean cities were seddcfor this study using convenient sampling.
Organisations had less than 100 employees, havaen bin existence for 5 years and were showing
signs of growth, were used in this study. In deptterviews were held with the owner managers for
these organisations. In addition, observations sewbndary document analysis were used to support
the data gathered from the interviews. Data analyss done using Atlasti and content analysis.

4. Findings and discussion

The study revealed that SMEs in Zimbabwe genegaifictice strategic planning although six organisatiid
not formalise the strategy formulation process.yOmlo organisations had written strategic plans amght
through a formal strategic formulation process. Tienagement team jointly came up with the stratptio.
With regard to the other six organisations, the ewor family members came up with the strategia/fpiaion.
As a result the emphasis was on the social secofithe owners rather than a business focussednvisind
goals. The focus of those SMEs who planned forma#g business growth, while those that focussesboial
security aimed more at survival.

Stonehouse and Pemberton (2000) confirm that tise majority of organisations participating in thensce

sector appear to plan strategically in the senshasing a clearly articulated vision and missioatestent
supported by business level objectives. They rejpaitt organisations also set strategic targeterimg of sales,
profits and costs, with the manufacturing sectaciplg greater emphasis on these aspects thanesemnénted
companies. Unfortunately, these targets did natterithe SMEs studied in Zimbabwe. The findingsorate
with Tan and Platts’s (2006) study that observeat turrent strategy frameworks and processes fogussn

broad direction and the establishment of objectitksvever there was no indication in their studywiether or
not SMEs actually implemented these visions oreergnd how these targets were actioned or achieved

The above findings seem to be at variance with &etual (2006:336), who propounded that stratelginrmpng

is commonly characterised by the following threitecia:
* “Along term view

e  Strategies in written form; and

e Evaluation and controlRue and Ibrahim, 1998).”

The differences could have been due to differemtdle operating environment. While Kraus et al duaeted
their study in a stable environment the Zimbabweawvironment has at best been very volatile, natvwatig
business to focus on either the long term viewherformalised and written version. Temtime and Paf2)06)
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note, that, most SMEs in developing economies db have formal structures, lines of communication,
formalisation and standard policies. StonehouseRemberton (2002) point out that in terms of plagnithe
time horizon provides an indication of whether ikishort, medium or long term. They add that fothbsectors
(manufacturing and services) there is close agreeméth a median value of three years. The SMEdeun
study tended to plan for periods of up to one yedhe case of the manufacturing concern, whiledtters had
shorter planning horizons depending on the econemironment.

Save for HRE 2 and BYO 2, the SMEs under studyrditi have written strategies or robust evaluatiod an
control mechanisms. Despite the owners’ high leeélscademic achievement, the other six did noetaiong
term focus or a formalised planning system. Thelyrmbt evaluate performance, save for the abitityrteet
obligations and when they failed to meet obligagitimey tended to negotiate with employees to foszgaries.

The six entrepreneurs adopted an approach sinaildhat noted by Mboko and Smith-Hunter’'s (2009)3dgtu
They found that while those cases using completarphg have a vision, it is short term in naturd has a high
situational responsiveness. BYO 1, GRU 1 and MREavbured this approach; they de-emphasized their
business focus to pursue ideas that had incomeragérge potential. This could have been influentgdthe
rapidly changing business environment in Zimbabes. businesses struggled to recapitalise in anuitliq
market, SMEs could have been more inclined to facusurvival rather than growth.

This study also confirmed that SMEs in Zimbabwepddd some form of strategic planning. Kraus e280g),
Mboko and Hunter-Smith (2009) and Temtime (2001i)igings show that smaller enterprises do in fdahp
strategically. In addition, Kraus et al's empirigavestigations show that strategic planning cantriloute to
performance. However, the empirical results draghifferentiated picture of the relationship betwestrategic
planning and performance in small firms. Althoubbkre was evidence of growth in the SMEs due to sionme
of strategic planning, what was apparent was thar@aof the vision adopted by the businesses. fioadil
businesses including retailing and transportatiperations in this study focussed more on sociatiyet
visions, where the emphasis was on the social sga@frthe owner. When they implemented stratediesy
tended to adopt diversification in unrelated busées, e.g., GRU 1 started by retailing cement, theved to
transport, estate management, construction andvisgravitating towards real estate. This was afso dase
with the other five SMEs classified as traditiobalkinesses. This provides evidence of some forstrafegic
planning and the selection of particular strategioices. Mboko and Hunter-Smith (2009) concede $MEs’
planning tends to be survivalist oriented, whiclslightly different from the findings of this studyhich points
to a social security anchoring.

On the other hand, businesses in competitive sedilad manufacturing and advertising adopted foiseal
strategic plans which were business focussed aed these to drive their organisations. Consequéahtge
businesses witnessed substantial growth in botbriey and business assets. HRE 2 and BYO 2 confitiheed
notion that formalised strategic planning enhanoeganisational performance. Stonehouse and Pemberto
(2000) found that when SMEs practiced strategianileg, performance tended to be high. On the dtlad,
informal strategic planning led to suboptimal periance; the owners were merely concerned with twin
security. For example BYO1 bought a ten hectaréplich was eventually put to commercial use afteslve
years. It was just being held as an asset thatbeilutilised on a rainy day. It was only put to wggen the
principle bookshop operation began to experienodlpms. In the first year the plot was producedatmas at
the rate of 8 tonnes per day yet the market requirdy one tonne per week. There was a serious attdm
therefore SMEs owners did not fully use their gigat plans or than the plans were poorly craftatihough the
literature does not confirm this view, one wouldihained to believe that a lack of planning leémsuboptimal
performance.

Secondly there was no effort made by the owner/genso break down their overall plan into tasks and
activities. For example GRU1 imported three truftkén the United Kingdom but no funds had been satea
for the clearance of the trucks from Namport in Nz@am The vehicles remained impounded for over four
months accumulating storage charges. The purctiabe trucks was a separate activity to cleariregrttand in
typical SMEs previous bought assets had to be tpidciise the necessary resources for the clearainte
trucks. Strategies were not clearly thought throhghce their negative consequences on the perfaarafithe
SMEs.

Lastly the SMEs studied did not reverse link sygtéormulation to strategy implementation, whichanvay
can be considered as utilising existing organisalikknowledge in strategizing. Therefore these wiggions
tend to lose out on accumulated knowledge and e, This resulted to a certain degree from Hseiace of
a performance review mechanism and the absenceoofget performance targets. For example GRU Zvege
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a new supermarket in Mutare but there was no maosideration as to what revenues and profits dve umit
will contribute to the organisation. Opening thartrh was thus an end in itself and not a part efaverall
organisational outlook. Strategic management trecaime isolated activities that could not be harsehifor
the benefit of the organisation.

5. Conclusions

Although there was evidence that, SMEs had strat@d@ns but the strategic planning approaches
were in line with the whims of the owners. Ownenstiaditional businesses like transportation and
retailing tended to adopt informal strategic plamgii their major emphasis was security. This was
considered to be suboptimal in that it did not tak&o consideration the environmental variables
and resource availability. A case in point was thmortation of trucks by one respondent without
consideration of duty payments amounting to $300B0sinesses with a social security vision
focused on survival rather than growth. This waflemted in the general strategy of unrelated
diversification. This will not contribute much tbhe economic development of Zimbabwe.

The SMEs in competitive industries like manufachgriand advertising adopted aggressive business
strategies which enabled them to achieve rapid ¢gmowRE 2 and BYO 2 focussed on success
rather than personal security and hence adopteiffereint approach to both their choice of strategy
and strategy implementation. If SMEs are to conttébto economic growth, they need to adopt
business focussed strategies rather than focus®in bwn social security.

6. Recommendations

The following recommendations are offered to enteatiee ability of SMEs in Zimbabwe to achieve
both business growth and ultimately the growthlof tountry’s economy.

Universities and development partners should meldoal SMEs to develop their strategic planning and
implementation skills by offering in house trainity SMEs management. This will help to developratsgic
planning culture among SMEs. According to Al-TugRD11), “Strategic planning is a culture as muclit &sa
process. Spreading the culture throughout the @ghton is a major success factor of strategic mtas The
culture can be achieved by awareness sessionsaamithg workshops at all levels of the organisation

The Ministry of SMEs should be mandated to supetvisonitor and fund a training programme to giveESM
owners, hands on training in strategy formulatiod anplementation, since most will find it diffiduio release
funds for such programmes. Support for SMEs shbaltinked to such training programmes.

If SMEs are to grow and contribute to the Zimbabmveaonomy, there is need for SMEs owners to focua o
business vision and strategy rather than the owaradstheir family’s social security. One way to ieste this is
the involvement of major stakeholders. The absefiéey stakeholders in the development procesekegaps

in the analysis and evaluation of strategic opti@dsTurki, 2011).

For sustained growth, there is need for SMEs tougoon related diversification rather than unrelated
diversification and national expansion. This wilisere that resources are properly focusses rdtleethtnly
spread approach adopted by the majority of SMESeosvn
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